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ABSTRACT

USING CRITICAL AND CREATIVE THINKING SKILLS T~ "NHANCE
INTEGRITY IN BUSINESS ORGANIZATIONS
December 1996
Madeline B. Conley, B.A., Notre Dame College
M.A. University of Massachusetts Boston
Directed by Professor John R. Murray

In this thesis | explo some of the ways in which critical thinking skills can be
used to facilitate the development of integrity in business or¢ izations. The
vehicle | have developed to bring the 2 thinking skills to organizations is a one-
day intensive workshop with a follow-up half-day evaluation session. Incl »ster
one, | define integrity and compare it to Stept 1 Carter’s definition. la »
analyze five specific critical thinking skills and relate them to two actual cases:
Dow Corning and fictitiously named, First National Bank. In the Dow Corning
case, | argue that management might have produced a I¢ ; destructive outcome
had they used critical thinking skills to analyze their prob ns and come to a
resolution. In the second c¢ :, with First National Bank, | discuss how the bank
managers successfully used critical thinking skills to arrive at an ethical

decision.



In chapter two, | present the workshop which is designed to develop critical
thinking skills and enhance integrity. The last part of the chapter is concerned
with evaluating and reinforcing the skills developed in the workshop. In chapter
three, | integrate the material from the first two chapters. 1 review Carter’s
definition of integrity and examine it in light of the five critic  thinking skills, the
workshop skills and the Dow Corning and Fi ~ National cases. Those who read
this the s should come away with a clear idea of some v (s in which critical

thinking can facilitate the development of integrity in business organizations.
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CHAPTER 1
THE THEORY OF CRITICAL AND CREATIVE THINKING WITH RESPECT TO

BUSINESS

The intent of this thesis is to outline a one-day workshop for business people
that will help tt  n integrate critical and creative thinking skills into tt r business
activities. The workshop | develop in this thesis will provide opportunities for
participants to acquire, practice, and refine the skills of critical and cre ive
thinking within a group of like-minded peers. They will dev op many critical and
creative thinking skills, although the main thrust of the course will be to facilitate

the practice of integrity in every aspect of business life.

The definition of integrity used here is based on the work of Richard Paul (F i,
1993). While recognizing that a multiplicity of moral standards may be of value,
the business executive with integrity has carefully considered the moral
standards that she considers to be important. She can defend those values both
personally and professionally, and act consistently with those\ ues /en in the
face of ad\ se pressure and when no other person is ol 2rving her actions.

The individual who exhibits integrity recognizes tt importance of dialogue with



others who may have different points of view and is willing to contint  to modify

those values in critical dialogue with others.

Having developed my own definition of integrity, | then encountered the work of
Stephen Carter. | will discuss in greater detail, Carter ‘s definition of integrity as
it relates to my work in chapter 3. However, there are some similarities which |
will address now. Carter defines complete integrity as occurring in three phases:
discerning right from wrong, acting on the result of thatd :ernnm 1it, and openly
disclosing to others that one is :ting on the basis of that discernment (Carter,
1996). First, when | state that the business executive has carefully considered
the moral standards that she considers to be important, | imply that the individual
has thought cai ully, i.e., discerned the standards that a right from those that
are wrong. Second, my version, which suggests that the actor should be able to
defend the standards she espouses, relates to Carter’s third requisite of
disclosing to others the basis of the discernment. Third, my argument for
consistent action relates directly to Carter’s second ¢ nand--the call for action

based on the resuilt of disc nment.

Two other definitions should be stated here. First, | defing r~~~~=~-!i~1 gg the
rational decisions and actions of an individual or corporation that ‘e caring and
spectful of other people, the community, and society as a whole. Moreover,

responsible people are trustworthy and hold themselve accountable for the



results of their actions (Goodpaster & Matthews, 1995). Second, | define ~ *~*-
5 one who takes care in forming opinions by evaluating

eviden | and weighing alternatives and opposing points of view.

A major goal of this workshop will be to : ve as a lively and motivating forum
where participants will value and explore the practice of integrity in a business
context. Workshop participants will have the opportunity to consider gnificant
business issues where other values and the value of tt bottom line appear to
be at odds with one »other. Students can become inc >endent in their thinking
and take a stand for the values they espouse. The workshop will also provide a
vehicle for purposeful growth, which, as described by Gruber and W lace is
necessary to “mak[e] oneself into the kind of f 'son who can do the creative
task in view.”(Gruber & Wallace, 1989, p.15). In this case, that means ¢ 1iting

an organization with integrity.

The critical study of issues of integrity enables individuals to think about these
issues with greater clarity and rigor. This course will seek to promote in students
the art of conscious deliberation, which gives rise to greater sensitivity to ethic |
issues and makes each participant more aware of how important ethical conduct

is in business.



The Importance of Critical Thinking in Business
Peter Vail, a noted observer of the world of business, describes our times as
‘t 'manent white water” (Vail, 1996). New and unique problems arise because
business is complex, beyond the current experience of most managers. These
conditions often give rise to poorly defined problems that can cost a great deal

of time, money, and ingenuity. Vail argues that whi water is inherently chaotic

because most of these problems are inevitable. (Vail, 1996).

One problem inherent in tt  nature of capitalism is that intense competition
creates strong pressures for both the corporation and individuals. Managers in
the nineties are confron 1 with increasing pressure from stockholders to reduce
costs and increase profitability. In a recent study that surveyed the intentions of
CEOs, Morris found that when CEOs face financial and other pressure, their
intentions may tend toward tt  unethical. In addition, during periods of poor
economic growth 1d flat technological change for a company, ¢ J)s are more
likely to ort to less ethical intentions (Morris, Rehbein, Hosseini & Armacost,

1995).

Most corporations and the individuals who comprise them would assert that the
decisions they make are rooted in sound business practice. However, when the
financial survival of the organization is at risk, the actual practice of ethics may

fall short of the ideal. When self-interest is involved, it is easy to come to



egocentric conclusions (Paul, 1993). A good example is the former CEO of
Beechnut foods. In 1992 he found evidence that Beechnut’s apple juice,
marketed as 100% pure, was little more than a mixture of su¢ °, water and
chemicals. He had the option of recalling the product but had been hii {to
enhance profitability. The costly recall would have eliminated | profits. In
addition the .gar, water, and chemical combination could be purchased from
the supplier at a price 25% lower than a concentrate that was authentically pure.
While Pair argues that this organization did not intentionally set out to be
unethical, she does not <cuse the behavior. She notes that “these errors of
judgment...often...reveal a culture that is insensitive or indifferent to ethical
considerations...”( (Paine, 1994, p.108-109). A jury clearly had a dif ent
opinion. The unethical CEO finally pleaded guilty to mislabeling the product.
The total expenses to the company were in excess of $25 million. The Tylenol

cas discussed on pa¢ 8 illustrates a CEO with a different mind-set.

Huse cites Wood as arguing that the influence of busin s organizations on the
entire cultu is significant (Huse & Eide, 1996). The actions and values of
busir ;s organizations have an impact on society that goes beyond the
community where the corporation is located (Collins, 1996). An example of this
is the activity of Dow Corning. In 1995, Dow Corning lost $2 billion--of total
1994 revenues of $2.14 billion-- in trying to cor " up the studies linking cancer

to breast implants. Ironically, implants accounted for only 1% of their business.



By assuming a posture of defense at | cost, rather than one of concern for their
customers, the company ran headlong into bankruptcy (Kelly, 1995). The
actions of the executives who made those decisions affected not only the lives
and health of the women who had implants but also the morale within the
company (Byrne, October 2,1995). In addition, when the company v 1t into
bankruptcy, it adversely impacted the livelihood of Dow Corning’s employees
and hence, the economics of the local communit . The ripple fec of those

actions will probably be felt for several years.

| ssert that had Dow Corning instituted a critical and creative thinking process,
the outcome could have been different. The reflective disciplined process of
critical thinking would have helped them clarify the issues and illuminate the
social and financial implications relating to tt quality and type of decisions.
The | sultant crisis might have been averted or minimized, saving millions of
dollars and probably many lives. A fair-minded critical thinker, through her own
clear analysis of the alternatives at hand, has the potential to influent others to
make responsible decisions and take thoughtful action. A truly creative thinl
could shorten the problem-solving process and add innovation to a busines 1s-

usual mode of operation. | will discuss this later in the chapter.






do care. They care about improving the quality of tt 'r thinking, holding
themselves to standards, and engaging in the process of rational inquiry. Even
more fundamentally, caring thinking involves t 1scending | sonal concert

and biases to enter into respectful dialogue with ott s who may | /e a different
perspective. Out of this caring comes an acknowledgn 1t of our mutual
dependency, both material and immaterial, and a willingness to modify our own
point of view and egocentric propensities if that would bet  serve the needs of

all.

Lipman contends that with caring thinking one is able to ci reasons why
specific activities are important. Business organizations that think caringly, for
example, can cite reasons to protect the environment and act ethically with
customers, employees and suppliers. Some of these reasons may even include
enligh 1ed self-inte1 it--when doing the right thing benefits tt actor as well as
the recipient of the action. In business language, providing a quality product,

I ponding to customer needs, and protecting the vironment usually result in
an increase of business. Whatever the reason, the busir s actions of tt ;e
organizations are consistent with the values they espouse. The actions of
James Burke, CEO of Johnson and Johnson, clearly illustrate this. When Burke
was confronted with evidence of po: ble tampering, he made the costly
decision to recall Tylenol from the shelves rather than risk the loss of additional

lives.












emphasis is now placed on funding enterprises that impror the quality of li on

the planet.

Critical and ci ative thinking do not inevitably lead people to take the moral high
road. Howe\ |, when people who have good in itions meet with an open-
minded and caring attitude, there is a grea' - likelihood that ethical I "avior can
result. The process supports clarity in the formulation of opinions which may
lead to action. Many thinkers are not conscious of tt process they use to come
to a conclusion or solve a problem. Critical and creatin thinking makes this
process conscious. People who are engaged in critical and creative thinking
can separate belief from actual knowing through justification. In this proc¢ s
they \ ify the reliability and accuracy of the information, and identify the
interests of the source of information. (Chaffee, 1985). On the other hand, it is
unlikely that critical thinking would facilitate ethical action in those who have
clearly negative intentions. There are two types of corporate environments
where the critical and creativ thinking process can contribute: It can enhance
the decision-making process in those corporations that are socially responsible.
It can also raise the awareness of those who may wish to improve in that domain

but who fail to recognize the financial and social benefits.
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How Critical Thinking Can Help
Critical and creative thinking lends itself particularly well to the business context
because of the nature of both business and critical thinking. Business is
concerned with solving problems: facing the complexities involved with
developing a quality product or service that meets the market's needs, the
problems . ated to shareholders’ demands for increasing profitability, and
issues associated with governmental regulations, as well as balancing the good
of the client against personal gain. Critical and creative thinking is conc ned
with evaluating and  ;olving problems. Ennis, ¢ ines critical thinking as
“thinking that is reasonable, reflective thinking that is focused on deciding what
to do or believe.” (Ennis, 1987, p.10) Since the process is “responsive to and
guided by intellectual standards such ; relevance, accuracy, precision, clarity,
depth and breadth” (Paul, 1993, p. 20), it encourages higher quality decisions.
Rather than the “ready, fire, aim” decision-making mentality tt characterizes so
many busir s operations, critical and creative thinking seeks to creater v
understanding as people critically explore multip perspecti ;. Wt 1 they
st Yend judgment and investigate the full range of avai’ »le moral standards,
they experience a “sharing [of] common content’ (Bohm, 1989, p.14). New
options arise out of this shared understanding that incluc : opposing points of
view. When people create new meaning out of the chaos of conflicting points of
view, they can begin to identify shared values. Shared values act as the glue

tt :holds a corporation to its goals and commitments. People who share similar

13



values can more easily create a vision that works for the entire company (Ser
Ross, Smith, Roberts & Kleiner, 1994). The shared vision, in turn, helps to

¢l te the climate of the work place. Cohen reports on research that indicates
that moral behavior in organizations is predicted by a combir ion of the
individual’s values and beliefs and the demonstrated values of the institutional

community (Cohen, 1995).

Critical thinking is particularly useful in helping to construct an ethical climate of
shared values. The careful analysis inherent in the proc s can help avoid
extreme views such as moral absolutism--the view that certain inflexible ru ; of
moral behavior or values are the only standard of measurement for moral
behavior and moral relativism, or that no objectir i.e., sha 1}, standard is
possible. While those who think critically generally adhere to moral standards,
thinkers engaged in the process can help avoid over-simplifying the sues by
increasing their awareness of ssumptions, encouraging inquiry, detecting
biases, and searching for patterns and relationships. These activities can clarify

options, and evolve solutions that work in the real world.

Often the problems inherent in making business ¢ isions are not clear cut. The
range and shades of gray appear to be almost infinite. Here 1 @mple of
one actual dilemma some contemporary executives faced. Examining their

steeply increasing costs, itk :ame clear that moving operations to Mexico,

14






policies can come as a shock and present ethical challenges to doing business.
The critical and ¢! 1tive thinking process can be particularly valt > in this
context because it promotes toleranc for complexity and ambiguity, tt
suspension ofjudgment,v and a passion for originality (Davis, 1992). In other
words, new alterr ‘ives can be created when »jple re open to looking at the
entire picture. The legality in this type of case is clear: under the Foreign
Corrupt Practices Act, a U.S. citizen may not use brit ; to facilitate business.
However, although business may not ensue, a critical thinker might use this kind
of situation to promote integrity in international business by enhancing cross-
cultural dialogue. Some of the elements included in the dialogue might be
based on the five aspects of critical thinking defir 1 earlier in this chapter. A
beginning 1 ‘sation might sound like this: “We care about diversity and we
believe that we have much to learn from one another. (caring thinking) If we
can meet to identify, understand and reflect on the dif ‘ent values that we hold
and how they serve us in our own particular culture, we may come to respect our
pc tions and find a way of doing business that honors our differences.
(metacognition, assumption identification, ¢  <ing multiple perspectives) If we
can suspend our judgments about one another as we learn about each other’s
perspective, we may come to a new understanding of our mutual needs which
may serve us in other similar circumstances. (suspension of judgment, seeking

multiple perspectives) In fact, it may be possible for business ¢ sple of n 1y

16



different cultures to dex op ideas about what it means for their firm to do
bt ness on a global scale, both culturally and environmen Iy’

Critical thinking is essentially social in nature. = amining many points of view
requires practice and patience, given that no one person has a final say.
Rather, good critical thinking is a process of continuous evolution and

refit nent. It produces well-reasoned answers because it relies on
metacognition--the process of thinking about one thinking. This on-going self
monitoring, instigated by others’ critique, provides a quality check that enhances
the thinking of the participants. Critical thinkir ~ encourages { >ple to analyze

the implications and cons juences of a proposed action. And it is imperative

that thinkers locate defic 1cies in their arguments (Paul, 1993).

Critical and Creative Thinking at Work: Some Ci :Stud 3
Let us relate critical and creative thinkiﬁg to two actual cases, the first being
Dow Corning, a company with a firmly established ethical coc of conduct. Tt
ethics program at Dow Corning was so highly regarded that Harvard Business
School used it in three cas  studies and it served 3 a model for similar
programs in other corporations. Dow Corning management appeared to be
serious about tt r program. Many of Dow Corning’s executives were pillars of

their churches (Byrne, 1996).

17



One could speculate that on the surface this was a company tt  t would act
responsibly. However, in retrospect, we can se¢ that Dow Corning violated most
of the values it ostensibly espoused. Dow Corning had an entire room filled with
files containing information on silicone implants. Much of the data was
conflicting. However, they did have research findings, dating back at least ten
years, which suggested that silicone implants were related to cancer and other
diseases. Interestingly, Dow Corning managers never took tt time to sift
through the mountains of data. They even lied about conducting extensive
studies about the ifety of implants and delibe ely se :ted data that
supported tt r position. Dow Corning received complaints from physiciar who
were inserting the implan  saying that they were leaking silicone but they
ignored the grievances. Dow Corning also ignored warnings tt ttt silicone
could migrate to other parts of the body causing obstructions and other
problems. Moreover, the company was aware that the envelope encasing the
silicone was too thin and subject to easy rupture. Dow Corning even ignored
warnings from their own sales and marketing executive jarding the safety of
the implants. In addition, medical insiders at Dow Corning suspected that the
company was overestimating the number of women who had implants in order to

reduce the percentage of complaints.



silicone implants were ¢ “e; they also felt that the issue v ;5 a business prob™ n,
not an ethical one. And they were concerned that suspending manufacturing
would make them look bad in the ey ; of a judge. Considering all these factors,
Dow Corning management voted to continue operations. Ultimately, the
company was shown to be negligent. Its internal memos indicated that Dow
Corning management ignored its own research findings that silicone implants
were unsafe. Juries and jud¢  considered the decisions unethical and ; a

result the company went into bankruptcy (Byrne, 1996; Byrne, Octot  2,1995).

| believ the process could have been different if Dow Corninghad us 1a
critical thinking process to evaluate the problem and make decisions. How? Let
us examine just one aspect of the critical and ¢  itive thinking proce  with
respect to the behavior at Dow Corning. We can view the critical and creative
thinking skills holistically. In other words, looking at one skill or disposition often
leads one to the other skills and ¢ >ositions. | begin by considering the critical
thinking skill of metacognition: thinking about the quality of one’s own thinking.
Metacognition mal ; the person doing the thinking more open-minded and
receptive to new ideas, more reflective, able to carefully consider options and
suspend judgment. Metacognitive reflection can act as a catalyst allowing the
thinker to begin using the other critical thinking skills ic 3 such as suspending

judgment. When a person suspends judgment, she is free to inquire ¢ 3ply,
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have realized that these women, banded together, would have a very powerful
voice. Dow Corning might have also consic ‘ed the general ntipathy of juries
towards large corporations and anticipated their potential losses. Even if self-
interest turned out to be their only motivation, Dow Corning managers would
have seen the value of a genuine dispiay of concern for the women who

comp ned of problems and they might hay obtained a different resuit.

F haps Dow Corning would have more carefully evaluated the effect of silicone
on the human body; af ' using critical 1d creative thinking, they would have
wanted to differentiate fact from opinion. Instead, they took the word of their
chemists and engineers that silicone was chemically inert and therefore : ‘e for

humans.

if Dow Corning management had been willing to st yend tt r judgment about
the need to cover up their mistakes, they would have bg 1freer to examine the
quality of their thinking. They may have raised some important questions: Why
is a cover-up necessary? Why not nine all facts relevant to implants? \What
would be the consequences of a cover up if it was revealed in court? Why not
devote time and resources to additional scientific research and development
which might come up with a truly safe product? Rather than remaining content
with a polyurethane bag (the container for the silicone) that was thin and subject
to rupture, a creative thinking process might have raised ott 'quL itions to

consider: Could another type of material sen as the container? Could the

21



pi sent material be strengthened without compromising pliability? Could

something be added to or deleted from the silicone composition to make it safe?

Creative thinking often employs analogical thinking: How is this problem similar
to aprok’ nin another domain? What lessons and solutions can be transfer 1
to this issue? Howwas tt problem resolved in that domain? John Swanson,
Dow Corning’s ethics manager, tried to alert management to the controversies
and difficulties Dow Cl nical, Dow Corning’s parent comj; 1y, had experienced
before. Dow Chemical had suffered extensive damage to its reputation due to
controvers ; over the toxicity of Agent Orange and other destructive products.
it spent millions of dollars on public relations, trying to repair the damage.
(Byrne, 1996). If Dow Corning managers had :@mined the quality of their own
thinking, they might have been able to see how that experience was relevant to
their ¢ ticular situation. In the final analysis, Dow Corning failed to sepa te
their business and legal considerations from their moral responsibility to the

L s of their product. Critical thinking is of little value if it does not lead to
action. The millions of dollars they spent on litigation could hax been used
earlier to develop a safer product. In the case of Dow Corning, the use of critical
and cre ive thinking could have led to critical action that benefited the company

and its customers.

N









considered the possibility of manipulating the system in their favor. Having
analyzed the aiternatives, Fi  National managers agreed that there were only
two choices. First, they could delay proce sing the loans by manipulating
appraisals, attorney closing times, and internal bank processing. This would
cause the rate locks to expire and the higher rate would be passed on to the
applicants. This action would save the bank millions of dollars but individual
borrowers would pay 25% more in mortgage rates. Applicants could st 1d
complain to the governmental bank regulators. Howev ', manipulation would be

hard to prove because of the many elements involved.

Second, the bank could process loans normally and suffer large losses. The
contracts between the bank and the applicants required a good faith effort of the
bank to process tt loans as quickly as possib  The problem became even
more complex during the problem definition p! e, when the executives realized
that a major loss such as this one could put the bank out of bt ness. Besides
potentially losing income, they v ‘e thoroughly aware that three hundred

families ¢ )ended on the wages that First National paid tt n.

After critical examination of the problem, they saw the more serious implications:
First, there was the problem of the loans in the pipeline, second, the viability of
the bank, and third, the loss of many jobs and the influence of those losses on

the families and the community. However, having fully =-~="-=*-~ their choices
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characteristics of an ethical busine s organization? | will address those issues in

this section.

Morality and The Organization
Personal morality and values are directly rela 1 to ethical behavior in
organizations. Fraedrich, Thorne and F rell, use Kohlberg’s theory of moral
development to illustrate how different stages of moral development can ~ ad to
widely differing moral reasoning. Fore mple, a person in Kohlberg's Stage
One would be concerned with ethical behavior only to the extent that she
avoided getting punished if she violated the rul¢  An individual in Stage Four
would be interes 1 in maintaining the present system but also might want to
contribute to society. An individual in Kohlberg’'s S je Six would be l¢
inclined to preserve the status quo in sitt ions where the dignity of human
beings was being violated. Such an individual would be more likely to act strictly
in accordance with personal beliefs with re¢ d to the dignity of all human

beings (Fraedrich et al., 1994).

Kohlberg’s res arch suggests that the stages of moral development he defines
are sequential and cross-culturally invariant. That is, while individuals may
become “stuck” in one stage, they progress through the stages in the same
sequence (Kohlberg, 1971). Kohlberg’s findings on the developmen | nature of

moral development are relevant for critical thinkers: People who are genuinely
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willing to engage in critical inquiry can move from an egoistic stage to a more
altruistic stage. Hence, Kohlberg's tt ry may offer a compelling ionale for
the ethical education of employees at ali lev s of the organization. Finnegan
also argues that “When an individual is faced with an ethical dilemma, his or her
value system will colour the perception of the ethical nifications of the
situation.” (Finnegan, 1994, p.747) In light of these findings, it seems

re: >nable to conclude that a culture of shared values could I« 1 to ethical

t avior in an organization. In fact, many companies report that wt 1 all
members of the organization share similar values, the result is consistency of

service (Paine, 1994).

This author wishes to acknowledge the work of Carol Gilligan in her critique of
Kohit -g. Gilligan’s argument that Kohlberg's justice dilemmas do not ‘ve
credence to the different caring orientation of women is understood and noted.
My reference to Kohlberg ‘s work is used specifically to provide a foundation for
the argument of edut ‘ing forin Jrity. That is, if moral den opment progr
through sequential phases, then it mat ; sense to facili te the process through
education. Moreover, | would argue that caring thinking, as | have defined it,
relates to Gilligan ‘s work; critical dialogue between open-minded and caring

individuals, therefore, is only a variation on the form of education.
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An example of this process occurred with NovaCare, a company that provides
services to nu ng homes. This organization experienced a dichotomy in values
between the therapists who were giving direct care to the patients and the
manag¢ ‘s who were running the company. The therapists were inte sted in
providing high quality care for the patients whereas the managers were primarily
interested in financial success measured by billable hours. Unable to reconcile
their values with the mana¢ nent’s, therapists, left the company in huge
numbers. Recognizing the problem, managers lled a me¢ ing with the

ren ining therapists; there they constructed a mutual vision based on the
shared values of respect, ‘rvice, exc lence, and personal integrity. . ollowing
this intervention, employee turnover was reduced, and the quality of care
increased (Paine, 1994). The NovaCare case illustrates how the process works:
The caring thinking of the therapists provided a foundation for criticald ogue
with the managers that led to increased open-mindedness and better business

practice.

Organizational Climate and Ethical Behavior
The overall tenor of an organization can play a significant role in laying the
foundation for ethical behavior. Studies reported by Wimbush and Shepard
suggest that the behavior of the group leader or supervisor was particularly
| evant as a model for ethical behavior for employees. Research findings

indicate that employ s model the behavior of their superiors rather than the
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and values tt are as diverse as tt rnumbers. Gin 1 this diversity, there is
usually a wide var ion in the ways people think and the ethical dilemmas they
choose to act on (Driscoll, Hoffman & Petry, 1995). All employees need to t
informed and think crit” lly about how integrity works in the organization. As
Cohen suggests, when employees can | ticipate in establishing the
organizational culture, they have a pride of ownership that promotes commitment

(Cohen1995).

In chapter two | provide a workshop designed to use the critical and creati\
thinking skil to enhance in jrity in organizations. It is intended for cr¢ ;-
functional, multi-level employee participation. The workshop will produce the
best results if participants come from all levels, and broadly represent

employee¢ from all aspects of the organization.
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CHAPTER 2

ENHANCING ETHICS THROUGH CRITICAL AND CREATIVE THINKING

Organizations| m only through individuals who leam. Individual leaming
does not guarantee organizational leamning. But without it no organizational
leaming occurs (Senge, 1990, p 139).

By addressing the cognitive, behavioral, and affective dimensions of in* yrity,
this workshop helps dev ‘op that qu ity in organizations: There are four main
objectin s to be attained by the end of this workshop: 1. The participants will us
the exercises to help dev "op integrity in their organization. 2. Tt r will also be
able to use critical thinking to help develop integrity in organi: ions. 3. As
noted in chapter one, critical thinking is social in nature. Therefore, the
participants will begin to create a community of caring individuals who support
each other in enl 1cing integrity in their workplaces through tt  use of critical
id cre ive thinking. 4. The participants will understand the critical and
creative thinking process as a tool to help develop a sha 1 understanding of
how ethical behavior can affect business outcomes. As a result, workshop
participants will come to a deeper commitment to promote ethical bet rior in
their organizations. By practicing the critical and creative thinking skills,
participants will learn to solve creatively some of the complex dilemmas that are

part of business life.
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Many of the critical and creative thinking skills will be presented indirectly as well
as directly. The participants create meaning by reflecting on, shaping, gaining
perspective on, and modifying their own thoughts, as well as by in acting with
other workshop participants and im stigating the material presented in tt

exercises.

£~ This workshop is desigr 1to address a cross section of employe¢ in
acorpo ion. The skills and responsibilities of those who attend are divers as
is the gender and ial mix. Since management sets the tone for the entire
organization, | expect that the most senior management will attend and
participate. By in acting with one another, examining each other’s points of
v~ and forming a working vision of integrity for the organization, the 2 people

will take an active part in bringing that vision to life.

| ' Since busir 3 people have busy schedules, pre-reading
will be It to a minimum. The purpose of the pre-reading is to provide
workshop participants with a broad overview of the critical thinking skills; they
will gain a deeper understanding of the critical thinking <ills through their

experiences in the exercises. The readings are:






2:00

3:00

3:10

3:30

4:30

5:45

fe=! ©*=+~= 80 minutes total
-Individual ranking: 10 minutes
-Small group ranking: 50 minutes
B 1k: 10 minutes
C sert survival large group discussion; 20 minute
integri~’ i~ *~ti~~ 60 minutes to
-Case reading and individual interventions: 20 minutes
-Small group interventions: 20 minutes
-Large group discussion: 20 minutes
|~ et e - mp evernise: 75 minutes total
-Individuals write their conversations: 15 minutes
-Partners share comv -sations with one another: 30 minutes
-Large group discussion: 30 minutes
\isign P = -i=iad apd Wrann: 30 minutes
-Refining the vision: 10 minutes

-Closingren 'ks: 20 nutes
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Assumption: | assume that all of the participants in this workshop have diverse
interests and are at various stages in their development of critical thinking and
integrity. Therefore, | have chosen exercis - that will be meaningful to a wide

var y of people.

The workshop opens with familiar introductory activit 3: personal introductions
and goals for the course. Then we move to a discussion of the safety of the
con ner: Some individuals will be sharing sensitive information regarding the
ethical positions and actions of their organizations. Since these [ »ple couid be
reluctant to share information potentially dan 3jing to themseives or their
organizations, it is imperative for the success of the workshop to ¢ ite a sense
of safety for all of the participants. Therefore, the participants should set the
standards for confidentiality. The workshop facilitator should elicit from the
participants tt ground rules for discussion (i.e. no discussion of names of
particij 1ts or their organizations outside of the space of tt workshop.) The
working rules should come from the group. Af ' the introductory period, we

move to the 7 parts of the workshop.

Integration and Synthesis of Reading Material
~-:--+e: At the end of this exercise the participants will be able to identify and
begin to understand the critical thinking skills and how they |  ate to developing

integrity.
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mP=t---"-" 1t is important to have a ¢ ir idea of integrity, what it looks like in
action, its relevance to organizational life, and its impact on productivity and
profitability. Talking about critical and creative thinking as it relates to inte ~ ity
allows people to develop and expand their own ideas. By communicating with
one another, people bring new ic as to the surface and can integrate them to
form a more complete picture (Boostrom, 1993).

L Separate into small groups. Develop a group concept of integrity.
Discut how it expresses itself in your organization, how it affects the people in
your organization and how it would fe to be part of an organization with the
type of integrity that you describe. A spokesperson from each group will | »ort
ther il of the discussion to the class. We will list and summarize the results

of the nall group presentations.

Constructivist Listening
Constructivist listening is a form of self-reflection. It provides an uninterrupted
forum for the talker to delve deeply into issues that matter to her and to begin to
resolve these problems through her own thinking. Constructivist listening
deriv 1 from the constructivist view of intelligence: that human intelligence is
f dble and that learning results from self-organization. Proponents of
constructivist listening believe that when we build up stress our behavior
becomes un ~ 'ing 1d destructive. In constructivist listening, we express

emotions and thus release stress which interferes with clear thinking. This
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organization. It gives life to daily activities (Fritz, 1984b; Fritz, 1991; Senge et

al., 1994; Senge, 1990)

Critical d creative thinking support the creation of personal and st ‘ed vision.
Metacognition and inquiry = :ilitate the process of slowing down to reflect on
what matters most. Shared vision is created as people examine many points of
view. This product of group thinking can provide insight into egocentricity and
socio¢ tricity and help  Jple avoid them. The standards for reasoning, i.e.,
that it is relevant, consistent, deep, clear and fair, provide a basis for deveioping

persi tive and ing the viability of the vision.

Now that we in the workshop have a deeper understanding of how critical and
creative thinking relates to integrity, and we have begun to listen deeply to one
another, we can begin to imagine ourselv  intl context of our organi: :ion.
Having built these two skills, we can visualize how they would manifest in our
own particular context. This ‘cise follows the model in the DMA teachers’

manual by Robert Fritz (Fritz, 1984a).

ir--<-~-" This is a three part exercise consisting of personal reflection, dyactic

com sation and journal time.

43






abilities: analogical thinking, assumption making, metacognition, inquiry,
listening to many viewpoints, analyzing actions, and considering the implications

1d consequences of those actions.

¢~ ~ The participants will have practiced using the critical thinking skills
they developed in the preceding exercises, applying them to a situation of desert
survival. They will identify all of tt critical thinking skills they have used and
present their understanding to the lar¢ group.

b~4~-=~t-- Having developed the critical thinking skills, the | rticif ats need to
apply them to sol a problem. This is the first opportunity in the workshop that
the participants will have to work as teams to identify, work with, and imp nent
the critical thinking skills. By increasing awareness of how their skills operate in
virtually any context, participants will be able to transfer this  arning to any
situation.

N y: Participants imagine that their plane has just crashed in the desert.
They! se only afew supplies. Thel e two tasks: First, individually rank
order tt materials in terms of how important they are to survival.(10 minutes)
Second, perform the same ti < as a group.

Nirartinng: See Appendix C for the complete tercise.
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Integrity in Action
The process of critical thinking helps to define and clarify the issues at hand.
When we are making rational decisions, critical thinking abilit' ; enable us to
evaluate the evidence, compare it to analogous situations, look deeply into the
problem, and provide insightful | isoned solutions consistent with the values
that support the common good--that which supports the weifare of the community
both collectively and in the largest possible context (Fagothey, 1959). Good
critical thinking helps people examir deeply-held views which can result in
further clarification of values and stanc ‘ds. What this means that the
multiple perspectin 3 of those who are not present (for example, members in the
community opposing a specific action,) are also carefully considered. However,
it is not always eésy to determine a clear course of right action that supports the
active values of the organization and the common good.
~p--*--- Given an actual case history, the participants will have identified and
used several critical thinking skills to come to a rational decision about the
ethical dilemma presented.
F © ' Now that we have had practice working with critical and creative
thinking in sevel | contexts, we will apply that knowledge in a situation where
any one of us could be found.
- o The CEO of an organization has ordered a subordir e to

investigate relocating operations to Mexico where labor is much less expensive.

The union refuses to cooperate by accepting reduced wages. Moreover, most of

46



the workers would not be able to find other employment. £ : Appendix D for the

comple case.

Group yourselves into teams of four. Individually read the « se and
¢ ide upon a cours of action that seems reasonable to you. After you ha
made notes regarding your course of action, meet with your team and share your
ide: about the proper course of action to take. Be sure to note all of the critical
thinking skills that your group is using as you progress through the exercise.
Lastly, compare your solutions to the problem with the exy ts who provided

their solutions. (40 minutes)

Roietaking
Remaining detached from any one perspective is :sential to creating open-
mindedness. Attachment to a specific concept may preclude the cognitive
flexibility necessary to approach a problem freshly--from the point of view of
outsic (C llo, 1994). This inability to cognitively detach can interfere with the
ability to develop creative solutions.
M-:--**--" The participants will ha\ placed themselves in the role of anott
person, and they will have understood and worked within the context of another
point of view. Each of the members of the dyac will have st red insights

glear 1from this different perspective.

47









of the page, “Right” and "Left”. In the right-hand column wri what was said
during the conversation. In the left-hand column write your thoughts about what

was being said. .,1e conversation on the following page took place in a bank.
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Le‘L Elmead £ 0l

How can I get rid of this guy ASAP?

We do ake mistakes but far fewer
than customers do.

I’'m late for a meeting and he wants to
show me old checks.

How can | tell thic —uy that we don't
encode the checl the town screwed
up but of course we can't look at every
check.

It's the truth but he won’t accept it.

I'm going give him something and get
him out of here. He really just wanted
someone to talk to.

F):...l..; | I SR Iy o Y PR

Customer: | want to talk to someone in
authority about my checking account.

VP: I'll do what | can to help you.

Custorr " You people keep on paying
my checks fortt wrong mount.

VP: Please shown the checks in
question.

Customer: Here is one to the town of
Arlington, | wrote it for $505.45 but you
paid it for $550.45.

VP: It was the town of Arlington that
encoded the check for the wrong
amount not the Bank. The machir at
the Bank only read the check
electronically ¢ the town encoded it.

Customer: Well, you people should
look attt checks not just pay tt n.

VP: We proces millions of checks and
can't look at every one. You ha to
get the town to correct tt  error.

Customer: Don't worry. | will but | want
someone in authority here to know that
you are being sloppy in processing
checks.

VP: We will do our best to improve the
process and | would like to give you a

bank premium for your trouble. Here's
a golf umbrella if you would lik it.

Customer That's great, thank you. I'm
sure things will improve.
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Once you have laid out the conversation in this fashion, you will probably

k :ome more fully aware of the effect that your thoughts had on your
interactions. You can take this exercise a step further by speculating on the left-
hand column of the other person. You will then be in a better position to check
your ssumptions with the other person. Once you are ware of your own
background thoughts, you will become aware of the left-hand column of ot s.
You can then readily recognize how the collective unspoken thoughts and
untested assumptions of a group of people working together can contribu™ to
confusion and poor communication. It then becomes relatively easy to bring

those assumptions to light.

Vision Re-visited
Developing a clear vision for an organization requires a certain honesty among
the people in the organization. The left-hand column exerci¢ helped identify
possible blocks to creating a vision that can empower all of the members of the
organization. With this knowledge, you can now form a more complete vision.
C'" 7 The participants will have modified tt r vision in light of the
discussion 1d exercises following the first vision exercise. The large group will
have constructed a vision constructed with input from all of those present.
Ratinnala- Creating a viable vision is essential to move the organization forward.
Now that you have had several opportunities to look at the issue of integrity with

the help of critical and creative thinking, your vision may have changed or
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expanded. This three-part exercise will provide a chance to formally expand
your vision and collaborate with others to make it happen.

L _This is a three part exercise consisting of closed eye visioning,
dyadic conversation and large group sharing.

™ 7 Thisisa cloSed-eye technique. | willr rate the directions to you.
Find a comfortable position in your chair. Close your eyes, take a deep br¢ h
and relax. ..ake another deep breath and as you ext ‘e allow | stress and
tension to leave your body. Imagine, just for the purpose of this exercise, that
we live in a world where anything at all is possible. Now see yourself in front of
a movie theater. Walk in and find a comfortable seat. Imagine yourself looking
at a movie of your organization as you want it to look. See yourseif and your
role as ; +tof that organization. P :e 3 many details as possible into your
movie. Notice the interactions among the participants. Notice how it feels to be
part of such an environment. (Time: three to four minutes) Begin to finish your
vision now...slowly open your eyes and return to a fully awake state of
consciousness (Fritz, 1984a). (5 minu' )

b~~+ T.-~- Now select a partner and using the constructivist listening model
explore the implications for the vision that you have created. Each of you can
talk for 5 minutes. Think and talk about these questions: What attitudinal or

cognitive shifts do you need to make to make this vision a reality? What role

can you take in moving your vision forward? (10 minutes)
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f~n The~~: Creating a shared vision. We reconvene the large group. P 1se
share each of your visions with the large group. | will list similar ideas together
on the same page of a flip chart. We will continue listing all aspects of each
person's vision, grouping similar ideas together until a complete v on of
integrity for the organization hast :nformed.

Once the vision has been created, the members of organization have tt option

to commit to its implementation. (15 minutes)

This workshop is just tt  beginning of creating an organization tt :hasin jrity
as the basis of all of its actions. JAlar follow-up sessions that include candid
communication are a requisite for the entire team to remain in alignn 1t around

the vision.

Evaluation

I am hopeful that this workshop’s ripp  effects will reach so far that it will not be
possible to accurately measure all of i effects. However, son the: »ects of

the workshop | have outlined below, Thesecanbee = 1 1.

-~ 3 hours to be scheduled 2 to 3 weeks af it one day intensive

workshop.
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just denied coverage of the employee’s medical claims. The fired employee and

his wife will not survive without the coverage. The company 1 :ds to decide

what, if any, action to take. See Appendix E for the complete case.

fro=temmm 77 As the small grour  work, the facili” “or will circulate among

them and evalua progress. These are the questions that the evaluator should

answer.

1. Purpose of Thinking: Have the workshop participants defined their objective?

Are they clear aboutwi :theyr :dtodo? Did they follow through with tt

objective?

2. Assumption identification: Have they identified and clarified their assumptions

before pro« :ding with solving the problem?

3. Caring thinking: Do they exhibit interest in the relevance of the facts? Do

they = <e ca to gather all of the relevant facts? Can they relate to this case

based on their own experiences?

4. Metacognition: Do the workshop participants periodically op, reflect on and

monitor their progress with re¢ -d to the case? Do they also evaluate their own

use of the critical and creative thinking skills? Do they also evaluate the quality

of their own thinking i.e., is it deep, clear, logical, precise, fair?

5. Suspension of judgment. Do they suspend personal judgment as they
<amine the implications and cor 2quences of their actions and search for a

solution to tt problem?
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8. Multiple perspectives: Does everyone intt  group have a voice in the

discussion and the final decision? Does tt group make an effort to fairly
raluate ideas of an individual that may be different from the opinions of the

maijority of the group?

7. Reasonableness: Do group memt s ask one another to defend their

arguments based on the completeness, fairness, and :curacy of their

information?

8. Thinking traits:

A. InC )Hendent Thinking--Does each member of the group freely press her

ic 18?

B. Intellectual humility--Does the group individually and collectively demonstrate

a willingness to learn from one nother? Do they show respect for unusual

opinions?

C. In ’lectual perseverance--Do the group members follow an argument to its

logical conclusion?

D. Intellectual responsibility--Does the group consciously examine all of

many aspects of the implications and consequences of their solution from tt

point of view of the company and the former employee?

9. Shared values: Has the group come to an agreement on the kind of values

they want to espouse?

10. Vision: Has the group decided on and pro :ted a vision of the values that

they espouse for the company?
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Each small group presents a written and oral report of
their solution and the thinking behind the solution to the other workshop
participants. The facilitator helps in the proc 3s of the sharing and defending of
solutions. The groups should be able to ¢ nonstrate that they had used the
critical thinking skills to arrive at their ethical decision. At this point, the observer
in each group should be invited to note specifics of the small group activities.

(40 minutes)

Shared Values
~t:--+- At the end of this exercise the workshop participants will have: 1.
Used the critical thinking skills to begin to crea  a culture of shared\ ues that
supports integrity. 2. Acknowledged the negative values practiced in the
organization. 3. Replac 1the negative valut with positive ones. 4. Compi 1a
list of the positive values they espouse.
- ' Now that we hax had some time to work with 1d think about the
critical thinking concepts and their relationship to in" jrity, we are going to
explicitly define the values that help to create the environment that we now have.

As we critically examine the values we practice, we can become more clear

about the values that we need to integrate into our futui practi





















(3) Saying openly ti * you are acting on your understanding of right from wrong.
Discerning and acting on the result of one’s discernment requires courage and
commitment. Speaking openly raises the stakes. It is possible to know what
ethical behavior is and even act ethic ly without public disclosure. However,
speaking about one’s behavior openly demands knowled¢ of all of the facts and
their interrelationships as well as reasonable justification for actions. Some
ethical individuals could stop short of what Carter defines as complete integrity
because they are not mov 1 to speak about their actions. When caring

individuals, consciously i’ 1d suspend judgnm ts
about the issue at hand, and then speak about their decisions, the result can be
a greater ing of values. The mutual support that arises from a meetir -
between people of who care about integrity can help to create an enduring vision

which people can openly discuss. In other words, the critical thinking skills that |

have defined are vital to the flowering of integrity.

Historically, business has had both positive and negative effects on society.
Given that thought precedes action, we can improve our actions by improving
the quality of our thinking. Through the right use of critical thinking we are in a
unique position to influence tt  way in which we do business. The combination

of critical thinking and good ethics in busir is can have profound and -

66



reaching fects on the individual, the community, the local and glol

environment, economics, and ultimately, life as we know it.
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Appendix C is the “Desert Survival Situation” exercise, which is available
at: http://www.humansynergistics.com/products-
services/TeamBuildingSimulations/SurvivalSeries/DesertSurvivalSituation



APPENDIX D

SOUTHERN DISCOMFORT

Jim Malesckowski rememt s the call of two weeks ago as if he just put
down the telephone receiver: “l just read your analysis and | want you to get
down to Mexico right away,” Jack ...pon, his boss and ch” ~executive officer,
blurted in his ear. “You know we can’t make the plant in Oconomo work
anymore the costs are just too high. So go down there, check out what our
operational costs would be if we move, and report back to me in a week.”

At that moment, Jim* t as if a shiv had been stuck in his sic  just below
the rib cage. As president of the Wisconsin Specialty Products Division of
Lamprey inc., he knew quite well the challenge of d¢ ing with high-cost labor in
a third-generation, unionized manufacturing plant. And aithough he had done
the analysis that led to his boss’s knee-jerk response, the call still stunned him.
There were 520 people who make a living at the Oconomo facility, and if it
closed, most of them wouldn’t have a journeyman’s prayer of finding anott  in
the town of 9,900 people.

As he changed planes in Houston on his way to the Mexi: 1 border town,
Jim remembered the words of Smiley, one of author John LeCarre’s
protagonists: “It's true that we are obliged to sup with the Devil, and not always
with a very lor - spoon.” The words gnawed at him as he v 1t about his

assignment.
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cross-train employees to perform up to three different jobs, local union leade
could barely restrain their anger. Yet proving beyond the fray, Jim sensed the
fear that lurked under the union reps’ gruff exterior. He sensed their

vulr ability, but couldn’t break through the reactionary bark that protected.

It was Jim’'s empathy that kept the fire of concern alive. That and his
ethic " belief in dignity of life. He knew what closure would mean to employees
and their families. Countless times in the past six months, he could have e: ly
recommended that Lamprey walk away with the jobs. Butl continued to hope
that somehow, the operation could be turned around.

A week has pass 1 1d Jim just submitted his report to his boss.
Although he didn't specifically bring up tt point, it was apy enttl :Lamprey
could put its investment dollars in a bank and receir a better return than what
its Oconomo operation was currently producing.

Tomorrow, he'll discuss the report with the CEO. Jim doesn’t want to be
responsible for the plant’'s dismantling, an act he personally believes would be
wrong as long as there’s a chanc its costs can be lowered. “But Ripon’s right,”
he says to himself. “The costs are too high, the union’s unwilling to cooperate,
and the company needs to make a better return on its investment if it's to
continue at all. It sounds right, but feels wrong. What is my | ;ponsibility?”

Following are the opinions of three “experts”.






Opinion of expert #2: Wt 11 read the question, “What is my | sponsibility?” My
first reaction is that his responsibility is to all of his company’s stakeholde
owners, employees, the communities in which the plants are loca 1, and the
customers. Jim needs to consic ' all of them when he looks at what's best to
do.

Starting with that point of view, | would say the Wisconsin operation} s
to be competitive if it's going to survive. The question is how? Jim needs to get
the workers’ understanding of the facts so that they can hecome part of the
solution to make that plant competitive. Without their help, the plantwilld a
slow death, which is worse than if it v ; cut off quickly.

Possible ways to get their input might invoh  getting employee leac s to
look at labor costs in Mexico, and to look at the competitors’ products and prices

1d how that is affecting the marketplace. The company needstodo at ter
job of keeping all stakeholders  especially employes informed and
invoh 1in business strategy and issues such as competitiveness and product
quality.

If change at home can’t occur, then they need to consider manufacturing
their produc elsewhere. But obviously they need to do a better job of
communicating so change can occur at home. That's key to Jim's ethical and

managerial responsibility.
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Opinion of exx  t#3: This case rais ; important ethical questions about the
ongoing trend of globalizing production. Information technology and real-time
electronic communication now make it relatively easy to ¢« :up and manage
company production and sales operations all over the world, operations tt : only
afewyears o would not have been possib  This is especially true in
manufacturing.

Just what should be the ethical standards that shape decision making in
this brave new world? Whi our guest commentators work through this cas
they are, at the same time, exploring this question themselves. It is not an easy
or to puzzle through.

Richard Clapp suggests that a basic threshold criterion ne led to shape
decisions of this sort is competitiveness. This test makes all other
considerations secondary. Using this yardstick, the n ager’s first ethical
responsibility is to do everything possible to develop and execu action that
makes an operation competitive. Both of our commentators point out that
invariably this will involve active participation of employees who e closest to
how the work is organized, and whose buy-in (or lack of it) will make or break the
success of new initiatives.

If this argument is valid, it implies that there is a marriage of managerial
and ethical competency, that one cannot exist without the other. If an executive
or manager cannot effectively develop and implement a plan to make an

operation competitive, he or she also fails his or her ethical obligation to all
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stakeholders, especially employees. How Jim handles this situation, then, is as
much of a morality play as it is a test of managerial competence.

What Actually Happened: Jim bought some time from the CEO and went
to work. One of the first things he did was to call in leaders from the 1 ional
union office. Once they became aware of the facts, they were a° 'med at the
position of the local union leaders and set them straight. National union officials
tt 1 helped find sor “best practice” of ations around the country which
opened the eyes of the local employees.

Jim also laid the competition’s products and their prices next to the plant’s
own products for employees to examine. The discussion moved to the need for
restructuring and reorganizing tt  production process into teams. Employees
developed a strategy of selecting their own teams and leaders. Jim also
established “open-book management’ practic ; and setupw :kly plant
meetings.

As a result, the plant becan more competitive 1d improved its financial
performance as employe took on more responsibility. Cyc times from start to
finish in the making of a single item went from six weeks to six hours. And
product ¢ ivery time improved dramatic ly.

This case was taken from Business Ethics Magazine. (Wallace 1996b)

83



APPENDIX E

BEYOND ENOUGH

Kent Mattel was in a small conference room, sitting on a chair tipped
against the wall, under a print of a painting by Matisse. In front of him wel two
others, sitting at rectangular beechwood >le. One was Jack ‘anke, a slender,
boyish-looking man whose graying, bushy eyebrows provided tt only hint he
was older than he first appeared. His thumbs were moving up and down a
document as if smoothing its edges would reassure him it was really there. The
other was Sandra Jensen, her elbows anchored on the table, the skin on her
face stretct 1 back by the force of her hands pressing her che “ts. Her eyes
moved up and down, following the nervous movement of Jack’s thumbs.

The conference room and its three occupants served Byte Corp., a
conglomerate with headquarters in the southeastern United & ¢«  Mid-sized
and growing rapidly, the company was doing well financially, whi maintaining
good employee relations.

As he listened, Kent wondered whett - this conversation would have
gone as far inside one of Byte’'s competitors  all of whom had long ago lost the
family-owned company culture still alive within Byte. He could see in little things
that the hallmarks of the old culture at Byte were beginning to char —2 as well,
and he wondered on which side of the ledger tt decision they were making

would fir ly fall.

84



Jack’s hands finally came to attention as he began to read aloud from the
insurance company'’s report. “After careful consideration of reviews by two
independent medical clinics, it is our conclusion that Aubrey Smith does not
qualify for coverage for his medical condition. Although there is no question
about his current diagnosis, we do not believe it caused the performance
problems that led to his dismissal and, furthermore, that his current medic -
problems cannot be construed as having begun prior to the time that he w:
terminated. Therefore, his claims for coverage at this point must be refused.”

A cannonball exploded. “Noooooo!” F ' elbows shooting off the table,
Sandra was instantly on her feet with more than a little fi  in her eyes. “This
can’'t be our response to Aubrey! He worked for us for more than twenty-five
years. No, not worked; he devoted his wt ‘e life to this company. We can't
walk away from him knowing we would be destroying any chance for his family’s
surviving this thing.”

Well, you did your best, Sandra,” Jack responded ¢ he turned to her and
pushed his ling glasses furtt  down his nose. “You're the best h¢ th
insurance administrator we've ever had, and your submission for con age was
exceptional. So | don't think there is much more that we illy can do. He was
fired over twelve months ago.”

Sandra reminded both of them that Aubrey’s )ouse, Helen, aiso had a
long tenure at Byte, with many company friends. e wouldk devastated by

the insurance company’s ruling. Helen’s life had been a mess in the last” v
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months. Aubrey had become a stranger to her and was combative, even
abusive (which was new). He gained weight and gradually lost control of his life
due to a rare, long-term disease that comes on gradually — virtually
undetectable at first and eats away ataf son’s mental and physical
capabilities until one or the other is destroyed.

“I just can’t buy this ruling. We all are aware of Aubrey’s stran¢ t Havior
that led to his dism 3al,” Sandra ¢ "d. “At the time, his manager thou it Aubrey
was simply upset with having to take on a new and difficult assignment. | still
think all of this was related to the onset of this disee :.”

As the com} y’s benefits manager, Kent was interested in getting this
matter resolved. Jack figured the company already went the extra mile in
pressing the insurance organization to consult medical experts: “We can give
Helen the right forms and instruct her on procedures for requesting
reconsideration for insurance.” Sandra thought that wasn’t going far enough: “if
we really care, we would work with her to pi  ient the strongest case possible.
We oughtto illy p s our provider.”

Jack and £ 1dra stared at him for several seconds befo Kent pushed
the back of his chair off the wall, looked at them and said, “Well, we need to
come to a conclusion here. What should we do?”

Followir — are the opinions of three “experts”.
Opinion of expert #1: It's still a bit muddy as to whether the employ 3's problem

is in any way caused by the working conditions in the company. If this is a
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problem that came as a result of working conditions, it would infi  1ce me
slightly. Clearly, they have no obligation in contractual terms. Aubrey hasn't
worked for the company for a year. Bottom line, there is no formal obligation.

If, as an organization, | felt this strongly about an employee’s
commitment, I'd put a lot of pressure on the insurance provider — including the
possible threat that we would withdraw our business — if it abandons this
employee.

We also need to consider wt  her the company’s insurance plan
continued to cover Aubrey through an individi ~ policy — a point ~
unaddressed in this case. Assuming his coverage continued but the plan chose
to abandon him, I'd raise hell with the insu . That would be margir behavior
on their part.

Another issue: What we decide n« 1Is to be set within the context of how
our company deals with other employees with special needs. | don’'t want to
cre e an expectation or a practice without understanding what else we have
done with other hardship, special needs, maternity, or ot - kinds of « sies. I've
got to know how we traditionally have deait with them. If there is no clear policy,
then | think we are exposed a bit more.

I would probably, as a good-faith gesture, 3t aside a certain amount of
money to contribute to his medical costs in a way that would no crea a
precedent. That might mean putting the money through a trust, a foundation, or

son other vehicle in which the company could help } 7 Aubrey’s health care-
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related expenses, rather than making a commitn 1t to his continued care. The
company could also organize volunteer efforts on the part of its employees, such

as special fundraising events. Proceeds could help pay for his health «

Opinion of expert #2: First, | wouid want to be sure all my information was
straight, and that the health insurance administrator | 3 worked fairly with
Aubrey. lt's very important that anything that's done for Aubrey would be done
for all employees, or for all covered dependents.

Next, | would expect that in our company, for example, we would meet
with Aubrey or his wife, review the information that we had, work withtt n 1d
the insurance company, and make sure they filed all tt necessary paperwork —
in short, that everything that tt insurance company needed was provided.

We would want to be very satisfied that his termination had nothing to do
with the onset of his condition. Even though we v e under the assumption that
it didn’t, we would ask tt appropriate legal advisor to review the documentation
on his mination and to advise us. We would go so - as to fill out forms and
follow up on questions.

The question as to whether we would want to cover this ourselves an
idea that's raised at the end of tt case  would be yes only if we were
prepared to cover that particular circumstance for all employees and their

depenc 1its in the plan.
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We also might help the employee seek an appeal of his insurer’s
decision. If additional medical information wasn't previously provided, we would
encourage him to provide it, and show him how to do it. You have to work with
all employees in the plan to make sure that they get the coverage the company

was meant to provide.

Opinion of expert #3: This case tosses hard question into the center of the
ring. Given the ambiguities of critical facts in the ory, this dilemma helps us
think about the tendency to push fairness to the top when making decisions
about how individual problems are addressed in organizations.

Ontt one hand, our commentators have oquently pointed out ti
importance of treating employees with an even hand. Ethicists call this
distributive justice, that is, dealing with people in such a way that no one person
is treated dif itly. Much of what has become the basis of our jurisprudence,
our law, grows out of this principle. It has a long 1d rich legacy of thought and
practice, and it's something we grew up with and use to guide a g at deal of our
judgment. An ethic of justice.

However, most of L can also remember occasions when using tt  bright
idea of fairness blinded us to darkened paths that begged for consideration; for
example, when an acquaintance was ill and needed our care, or someone’

human dignity was threatened, and you we the only one who could help. In
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this case, it's former colleagues and managers considerir -~ Aubrey’s family and
it's likely devastation by the or aught of a debilitating iliness.

Sometimes justice is simply not enough. Left to drive down its own path,
it often pushes aside acts of kindness that might be viewed as business risks.
Carol Gilligan (In a Dif ‘ent Voice) and Nel Noddings (Won 1 and Evil) argue
that an ethic of care should :eive at least as much prominence as an hic of
justic when n <ing tough choices in our organizations.

Bravo to Roy Lewicki’s ¢ 1gerously wonderful idea of creating a vehicle
for contributions from the company and employ : volunteers to Aubrey's long-
term disability care. Who knows, it could unleash all kinds of creative goodwill in
the fac of the tut-tutting that will certainly be t  -d from thc 2 who hold fast to
the rule of treating everyone exactly the same. (Am | inviting slings and arrows
or what?)

What Happened? The group came to a decision to work aggressively with
Aubrey’s spouse to appeal the insurance carrier’s ruling. They are currently
waiting for a response. In the meantime, they anticipate the carrier will not
reverse its original decision and are discussing what additional action Byte
should take if, indeed, the appeal is turned down.

This case was taken from Business Ethics Magazine (Wallace, 1995).
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